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THE TUTELLIGANGE ADVISORY GOMMLTITEE 


As presently constitwied, the Intelligence Mivisory Committes (IAC) con 
Giste of the following offieisia: 
The Director of Central Inéelligense, Chairma 
The Special. Assistant for Intelligense, Department of State 
The Assistant Chief of Staff, G-2, Department of the Army 
The Direstor of Naval Intelligense 
‘Tha Director of Intelligence, Headquarters, United States Air Force 
The Deputy Directo: for Intelligence, The Joint Steff 
The Atemle Enorgy Commission Representative to the TAC 
The Assistant to the Direetor, Federal Buresu of Investigation 


The Danetion of the IAC is to advise and assist the Director of Central 
IntelLigence in the disetharge of his statutory responsibilities (see NSCID.1}, 


THE EVOLUTION OF THS ZAC. 


Begiming with General Donovan's original proposals, in June 1941, it has 
aluays been considered that a committes composed of the heads of the several 
departmental intelligence agencies should be an essentiel element in any plan 
for the coordination of the national intelligence effort. In times past, 
however, there hag been considerable controversy rogarding the proper relatien- 
ship between auch a committee and the director of central. intelligence: that 
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4s, whother the committee's funetion should be to advise and assist a 

director individually responsible to higher authority, or vhother the committee 
dtsel? should function en 4 collectively responsible board of directors, the 
dircoter belng merely an executive officer responsible to it. These conflicting 
concepts have been referred to in brief as tha principles of individual versus 
collective responsibility. 

Donoven strongly advocated the principle of individual responsibility, but 
his concept of an individual "coordinator of strategie information” was too 
novel and undeveloped to be accepted in 1941. The solution then adopted, under 
pressure of the war emergency, was the establishment of a Joint Intelligence 
Committes under the Joint Chiefs of Staff. In imitation of the British JIC, 
this Comittee inoluded representatives of the State Department, the Board of 
Eeonomic Warfare, and the Office of Strategic Services, as well as the heads 


of the thres sexviecs intelligenee agencies, but 4t lacked both the British team 


apieit and sue} personal leadership and responsibility as was vested in the 
British JIC eheirwan. Wortime experience with the hindrances resulting from 
diffusion of responsibility in a committee aystem finally made the case for 
the principle of individual responaibility, 

Several plans were proposed for a postwar organization for the coordination 
of the national intelligence effort. That ultimately adopted was based on 


| proposals by Donovan-ag modified by the JIC after a bitter internal struggle. 


It was subsequently adopted by the JOS, subjected to thorough examination ty 
the Lovett Committee on behalf of the Secretary of War, and recommended to the 
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President by the Secretaries of State, Wer, and Navy. In this plan the Direstor 
of Central Intelligence (DCL) was made responsible to a National Intelligence 
Authority (NIA) composed of the Searetarios of State, War, and Navy, and the 
comnittes of heads of departmental intelligences agencies, ealled the Intelligence 
Advisory Board (IAB) was made expressly advisory in its relationship to hin, 

‘The principle of eollestive responsibility hed been strongly advocated 
before the Lovett Coamittes, and had been deliberately rejected by it. In 
hig presentation to the three Secretaries, Lovett had emphasized that the DCI 
ehould consult the IAB in all important matters, but thet he met himself retain 
the power of decision, in keeping with his individual responsibility to the 
NEA, while reporting to the NIA any substantial dissent by any IAB member, 


-'Sueh was the approved dcotrine when the Central Ingelligenee Group (CIG) was 


established pursuant to the President's letter of 22 Jonuery 1946. (See also 
NIA Directive No. 1, 8 February 1946) 

Admiral Souers, the first Direator of Central Intelligence, fully under- 
steod the Lovett deotrine. At the same time he was careful to cultivate the 
goodwill and eooperation of the TAB menbers. He consulted fully with then, 
but, inasmuch as few plans for coordination and no national intelligences 
estimates were produced during his belief tenure, no firm pregedents in DCI-L/B 
relatdons were set. 

General Vandenberg suecoeded Admire] Souers as DCI in June 1946. He wae 
determined to make CIG an independent, self-sufficient intelligence agency ani 
in the process to reduce the departmental agencies to amill unite restricted 
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to technical matters of exclusively departmental interest, This determination 
brought him into conflict with the members of the IAB, whose rice bowls wore 
to be broken. The fesue came to a head in Vandenberg's proposals that he be 
authorized to engnge in independent intelligence research at his discretion 
and to act as executive agent of the NIA in coordinating and supervieing the 
departmental agencies. Vandenberg had to forego executive supervision of the 


- departmental agencies, but otherwise he did obtain from the NIA substantially 


the authority he wanted. (See NIA Direotive No. 5, 8 July 1944) Thereafter 
he procesded to build up CIG 4n competition with the departmental agencies 
and with seant regard for the TAB, | 

Such vas the state of affairs valle the National Security Act of 1947 


was in preparation. The Act established the Centyal Intelligence Agency as an 


independent agency under the direction of the National Security Council. It 

made the Director of Central Intelligence solely responsible for advising the 

NSO in intelligence mtters, milking recommendations to the NSC for the coordination 
of intelligence activities, preparing national intelligence estimates, and 
performing such other services as the NSC might direct. The Act intentionally 

made no reference to any committee analogous to the IAB. Under ite terms, 

subject to NSC direstion, any consultation with the heads of the departmental 
agenoies would be a matter of the Director's ow conveniente and discretion, 

Tt may be noted parenthetically that the National Seeurity Act of 1947 also 
omitted any reference to the Joint Intelligence Committee, or to any intelligence 
function in the JCS and Joint Steff. The JIC owes ite continued existence to 
the disorstion exercised by the JCS in organising the Joint Staff, The conflict 


w ow 
SECRET 


Approved For Release 2006/11/21 : CIA-RDP85S00362R000600120001-1 


| 


| 


| 
} 


Approved For Release zoho 1/21 : CIA-RDP85S00362R000600120001-1 


SECRET 


between the principles of individual and collective responsibility arose in 

that connection also. An attempt was made to establish individwl responsibility 
by the designation of a Deputy Direetor of the Joint Staff for Intelligence 

in charge of the Joint Intelligence Group. However, inaamech as the work of 

the Group was subject to the review and approval of the JIC, the principle of 
collective responsibility prevailed there and the Deputy Direoter for Intell- 
igenes became in effect an axecutive offlesr responsible to the JIG as a 

board of directors. — 

Admiral Hillenkoetter relieved General Vandenberg as Director of Central 
Intelligence on i May 1947. Realising that Vandeniiorg's embattled relations 
with the TAB had been harmful. to proper coordination of the national intell- 
igence effort, Hillenkoetter voluntarily sought and obtained the revocation of 
NIA Directive No. 5. He hoped thereby to restore mutual confidence and 
cooperation, However, certain meitbars of the IAB (Admiral Ingles and General 
Chamberlain) took advantage of his conelliatery attitude to press for establish- 
ment of the principle of collective responsibility in the drafting of NSC | 
Intelligence Directive No. 1. The ensuing controversy became so intense that : 
Hillenkeotter requested the Intervention of the Secretary of Defense. Mre 
Forrestal very forcefully instructed his subordinates on this point, and eon- 
sequently NSCID~1 was drawn up on Admiral Hillenkoetter's terma. | 

NSCID-1 establishes the Intelligence Advisory Committee as it ia presently 
constituted. In consonance with the National Security Act itself, it leaves 


the Direotor of Central Intelligence solely responsible for the advice, 
recommendations, and intelligence which he submits to the NSC, and for the 
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- other services which he performs. It does require, however, that he consult 
with the INC with respoot to his recommondations and estimates in order to 
obtain their concurrence or to report any substantial ‘dissent. 

Despite this further authoritative decision on the 4gsue of individual 
versus collective responsibility, Admiral Hillenkcetter's relations with the 
TAC remained strained, his antagonists having been convineed against their will. 
Certain practices and procedures which he had inherited (see below) continued : , 
to produce friction with the departmental agencies, and, in the circumstances, 3 
he vas unable to ameliorate the situation without compromising his authority 
and responsibility under the Statute and NSCID-1. This he was not willing to 
do, Consequently he came to mke no more use of the IAC than NSCID-1 absolutely 
required. ; 


Ths continuation of this unsatisfactory situation caused the NSC to establish 
the Dulles-Corea—Jackson Study Group to look into the matter and recommend 
remedial action. The Group's report, dated 1 January 1949, was highly critical 
of CLA, attrsbuting the Agency's shortcomincs primarily to the Director's 
failure to enlist the cooperation and peitioiipe tices of the IAC with respect to 
beth coordination and estimates. The report contained one internal 4nconsisteney. 
The section on coordination stressed the Director's obligation to exert leader 
ship and recognized the function of the IAC as advisory, but that on estimtes 
espoused the doctrine of collective responsibility. 

The DGI and the members of the IAC were invited to comment on the Dulles 
Report and did so, the IAC members seizing the opportunity to renew their drive 
to establish the principle of collective responsibility. The NSC found that 
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it could not readily digest tho ewmilative volume of controversial literature. 
It therefore requested the Sseretaries of State and Defense to prepare a 
suceinct action paper for its consideration. 

The Seeretaries' report, NSC $0, 1 July 1949, was actually prepared by 
General Mellarney. It held that, under more forthright leaderabip by the DCI, 
the IAC should participate more sotively in the coordination of intelligence 
activities and the adoption of national intelligence estimates, but only as 
an advisory body. It again expressly rejected the doctrine of collective 
responsibility. It was NSC 50, not the Dulles Report, whieh the HSC finally 
adopted as direction to the DCI. . 

Even this did not solve the problem, for the DCI and the IAC found them 
selves mable to agres regarding tho implementation of NSC 50. On the ground 
that NSC 50 had been systemtically frustrated, the members of the LAC wore 
actively preparing a new approach to the NSC desipned to advance the cause of 
collestive responsibility when Admiral Hillenkostter was relieved as pO and 
General Bedell Smith was called to take his place. 

At hia first meoting with the IAG, on 20 October 1950, General Smith 
announced a new aes in DCI-IAG relations, stressing the necessity of active 
collaboration and collective judgment. To some of those present his remarks 
may have sounded like an acceptance of the principle of collective responsibility. 
On another occasion, however, when an exuberant member of the TAC referred to 
it as 4 board of directors, General Snith cut hix short, reminding him and hia 
colleagues of the individusl responsibility and authority of the DOI. General 
Smith had the personal prestige necessary to mintain his leadership and individval 
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authority, bub the point 4s thet, by invoking full TAC participation in a 
collective effort, he vandered ab mmesesaary, to assert sudh authority. 

The progent position is that established by General Smith. Under the’ law 
and NSC direction, the Director 1s solely responsible for the recommendations 
and estimates which he subaits to the NSC and ratains a corresponding powetr 
of personal decision vegarding them, but the IAG participates fully and actively 
4m thelr proparation: and normally coneurs in them, with provision for the Pras 
oxpreasion of any Sees opinions 

The TAG now meets regularly once a waok and cocesionally in | adéitdonal, 
special eossion. About hO percent of ite actions ‘concern the review and 
final adoption of nations) intelligence satinates. An additional 37 percent 
are rolated to cstinates production (initiation, programming, release, atos)o 
About 23 percent of ite setions concern tne interdepartaontal ee ton - 
of other jutet gence agbivities., In point of tine. abeut threeefourthe af 
the IAG%s meeting time is given to discussion ef the substance of estimates. 


THE COORDINATION OF NATIONAL INTELLIGENCE ESTIMATES 


In the earlior plenning stages and during Aduixel. Sousrs' brief tenure 
aa DCT, the conmmoa mderatanding was that national intelligence estimates 
would be deattod by a cia gvaff on the basis ef current dspartmental. esti-= 
mates and special departmental contributions, as requireds would be thor- 
ourkly coordinated at the wricing icvol in conferences between the CIG esti- 


natore and depertmental. representatives; and would be finally reviewsd, 
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amended if necessary, and adopted at meetings of the DCI with the IAB. In 
working level coordination the DCI's representative would have the power of 
decision with respect to the text to be submitted, taking into account the. 
views of the departmental representatives and enauring that divergent opinions 


on substantial iasues were duly reported with the adopted text. The Dirsotor 
would exercise the same power of decision at his level, taking into consids 


eration the advice of the IAB and reporting in tha published estimate any die ° 


vergent opinion on a substantial issue. The CIG, however, was never able to 
produce an estimate during Adairal. Souers! time, so that this contemplated. 
procedure was never established in practice. . 
The initiative in departing from this originally intended procedure se | 
attributable, not to Gensral Vandenberg, but to the IAB itself, although its 
menbers were undoubtedly influenced by the hostilities which had already de- 
veloped over NIA Directive No. 5. First, IAB members denanied that Vanden- 
berg wake his entimators stop calling for contributions from their overworiied 
ataffs. Then the IAB representatives refused to attend conferences with cia, 
resorting instead to written comment on draft estimates. These davelcimente 
compelled CIG to rely primarily upon its ow imtelligenco rasearch, precluied 
the possibility of reaching a consensus in joint discussion, and reduced the 
coordination proceas to a solicitation, by mail, of concurrence, comment, or 
dissent from agencies whose interest was essentially negative (to prevent . 
any CIG action possibly prejudicial to their own interasts) rather than poal-— 
tive (to make a constructive contribution to the developsent of an authori- 
tative nationsl estimate). To complete the ruin, General. Vandenberg's 
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relations with the IAB were such that he never submitted an estimate to cone 
sideration at a meeting with the IAB. CIG, in effect, abandoned its mission 
as coordinator to become 2 competing fifth intelligence agency, perhaps more 
objective than others because of its freedom from departuental policy bias, 
but under a peculiar obligation to submit its product to the criticisn of ite 
competitors. The pidcedure of "coordination" which evolved in these oirout~ 
stances could hardly have been more rigid, indirect, cuxbersoms, and sterile. 
The result was neither true independence of action and judgrent nor a true 
collective effort in’ ‘the national interest. 
This situation was dmproved to sone extent during Admiral Hillenkostter's 

time, but the basic pattern remained unchanged. Under the terms of peD-3/1, 

8 July 195, CIA undertook to notify the TAC agencies of projects underteken 
by requast or on ste own initiative. It might or might not request contri- 
butions. Ia dus course draft estimates, usually based for the most part on 
CIA's own ‘research, * wore subaltted to the IAC agencies for written comment; 
Divergent view revealed by such comments were discussed with representatives 
of the agencies concerned, Ultimately GIA oubaltted a final draft to the | 
members. of tha IAC for their written concurrence or dissent. The IAC nevei? 
mat to discuss the substanca of an estimate. 
° Within this fremework, CIA ‘personnel, often made earnest and laborious" 
efforts to achieve a true coordination. At the working level there was con~ 
siderable consultation aa cooperation with regard to terms of reference, 
contributions, and preliminary drafts, The most thorough working level 
coordination, howsver, gave no assurance regarding final action at the IAC 
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level. The entire process agened discouragingly involved, time-consuming, 
and somotines futile. Neverthsless, CIA did preduce, during this period, a 
considerable body of ostimates as well coordinated as any today. About 


tte war pat hye. 
AGP aaS 


three-fourths: of thea had the full concurrence of all merbers of the IACo. 
In we other cases, the dissents were similar in number and kind to those 
now published. There were, however, a few cases of spectacular failure in 
coordination. | 

A wore significant consequence of the difficulty of the coordination 
process was en increasing tendency on the part of CIA to divert its effort 
from the production of coordinated estimates to the production of uncoordi- 
nated current intelligence publications and miscellansous research reports. 
This tendency was undirected and lergely unconscious but was basically pro- 
determined by the organizational and functional structures which General Van- 
denberg had purposefully created. It alarmed anew tho IAC agencies, es- 
pecially State, and was severely condermed by the Dulles Report. No effective 
action was taken in the matter, however, until the coming of Ceneral Smith, 
when the entire process of estimates production ani coordination was completely 
transformed. 


Ths organization and procedures eatablished by General Smith and now in 
effect are essentially a return to the concept held by Admiral Sousra at the 
beginning, The Office of National Estimates, the responsible office within 
CIA, is composed of tho Board ef National Estimates, a anall group of senior 
efficiale distinguished for partinent experience and aptitude (e.g., Dr. 
Shormen Kent, Ideut. General Harold Bull), and a small, select supporting 
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gtaff?, The Offices hag no other function than the drafting and coordination 
of national intelligence estimates. The procedure of coordination is oute 


‘dined in DOID3/5, 1 Septenber 1953. The estdmatea prodvetion program 1a 


developed by the Board in coordination with IAG representatives, and is 
adepeed ty the IAC, the estimates are drafted by ONE on the basis of 
contribusions received from the IAS agencies pursuant to agreed terms of 
reference ond are thoroughly coordinated at meetings with TAC representatives 
peter to their submission to the Ts, (At such meetings ell differences are 
normally resolved, but if, in the judgment of the Board, the nature of the 
dame requires it, a Board position ie taken and divergent views are duly 
gecorded, IAC action on a woll).ceordinated estimate may be no more than 
ratification of the agreement reached at the working level. When thero are 
wrmesolved issues, however, the TAG discusses them fully and either resolves 
hem or clea accepts the notation of a dissenting opinion with understanding 
and goodwill on the part of all. concerned. 


FHE GOORDINATION OF INTELLIGENCE ACTIVITIES 
The development of procedures for the coordination of intelligence acti~ 
wities has roughly paralleled that with respset to the coordination of est- 
yates. Adcniral Scuers contemplated full consultation with the IAB in such 


matters, but the concept wae lost in the controversy between General Vandenberg 
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and the IAB over BIA Directive No. 5. Thereafter plans for coordination 
were devei.oped in CIA with little or no consultation with the departmental 
agencies, and ware then aubmitted to a prosess of formal and indirect coordi 
nation Iike that for estimates. Final IAB astiion wasi normally obzained 

by the marking of voting slips. Actual IAB meetings to dlecuss such matters 
ware Tare, bat wore occasionally held, 28 they never ware to consider 
eotinates. 


The Direoter's staff for the preparation of such plans wes ealled ICAPS 
{Interdepertmantal Coordinating and Planning Staff). It was eomposed of 
persemel detailed from the several Departmenta, bub represented the Direstor 
rather than the TAB agenoies. During General Vandenberg's time the IAB 
customarily established ad hee comaitiess to deal with ICAPS in particular 
cosas, At Adairal Willenkostter’s request, a Standing Ocumittes of the TAC 
was established in Iiteu of these ai hoo committees, but that made- no appreciable 
adif<verence. In either ease, CIA (Z0ABS) was confronted by the IAC representatives 
in battle array and there was no common approach to the solution of common 
probleme im the national interest. | 


Aa with veapost to estimates, General Smith abolished his predecessors! 
avrangoments and established a emall offies, the Offices of Intelligence 
Coortiination, clearly antegral %o CIA and respmsible to him, to serve as 
bis agent in the development of plans for the coordination of intelligenes 
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‘aetivities, bat to de 30 in close cclleboration with TAC representatives. 
This office alag served as the TAC aecretariat. In effect ite head, as 
TAC seoretery, formed various ad hes comitteoa to deal with partieular 
protione, as the IAC might direct, ani then served as their chairman. 
The office connisted only of himself and one or two assiatants. 


Recently, in cacognliion of the fact that IAC meetings were preponder— 
antly concerned with the consideration of national intelligence estimtes 
and related matters, the IAC sesretaryship wae ae ee to the Deputy | 
_Aseletant Direotor for National Estimates and OIC's goordinating function - ane? 
and perscmel ware transferred to the Direstorta Special Agsietant for | 
Planning and Coordination. . 


SUBORDINATS COMMITTEES OF THS T.A.6. 


For the sonbliming coordination of certain intelligence activities, the 
DGT and JAC hava established ton permanent conmittcses caspoeed of representa 
tives of GIA and of other agenclea, as appropriate. There follows a list of 
these soumittees, with the dates of their establishment. | 


Joint Atexlc Energy Intelligence Comittee (JAEIG) 31 Deoember 19h7 
Interdspartmental Oommittes for the Iuplenentation | 


and Coordination of NSGID..7 12 February 1918 
HIS Geamit-tea 19k8 
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